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ABSTRACT
THE EFFECTS OF AN ORGANIZATIONAL COMMUNICATION INTERVENTION
ON JOB SATISFACTION IN A PUBLIC HEALTH ORGANIZATION
by
Ann Kathleen Riley
May, 1999

The purpose of this study was to determine the effects of an
organizational communication intervention on job satisfaction levels. Nineteen
employees of a rural public health department served as the subjects of the
study. Archival data was reviewed based on a pre and postjob satisfaction
questionnaire administered to subjects in relation to a communication
intervention. It was hypothesized that job satisfaction levels would increase as a
result of an organizational communication intervention. Results of an
independent !-test analysis for overall pre and postjob satisfaction scores did not
support this hypothesis. Implications of the study and recommendations for
future research are discussed.
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CHAPTER I
Introduction
Problem Statement
Employees at Kittitas County Health Department (KCHD) have had a
significant change in the structure of their organization. New leadership has
changed the once relatively flat organization to a hierarchical structure. The shift
in organizational structure has also shifted the system of communication. In
response to the new leadership this study will evaluate the effects of a
communication intervention on job satisfaction levels.
Hypothesis
Job satisfaction levels will increase as a result of an organizational
communication intervention.
Background
Since the 1940s job satisfaction has been one of the most widely studied
aspects of organizational and managerial effectiveness (Quarstein, McAfee, &
Glassman, 1992). In a review of journal articles, Saal and Knight (1995) found
that job satisfaction was addressed in organizational research more than any
other single topic. Perhaps the reason for the amount of research on this topic is
a result of the far-reaching implications of job satisfaction. Researchers have
studied the topic of job satisfaction and how it impacts organizational variables
ranging from performance, attitude, absenteeism, tardiness, and turnover
(laffaldano & Muchinsky, 1985; Locke, 1976). In addition to impacting work life
1
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many researchers seek to find a relationship between job satisfaction and life
satisfaction (Locke, 1969; Shultz & Shultz, 1998). In a review of research, job
satisfaction has been indicated as having an affect on an individual's overall wellbeing, both impacting physical and mental health (Locke, 1976; Milbourn &
Francis, 1981 ). Considering all of the effects that job satisfaction can have on an
organization and an individual it is necessary to consider the variables that may
influence job satisfaction.
Research has found job satisfaction to be related to a number of variables
including age, race, education, sex, use of skills, job experience, compensation,
and organizational communication (Applbaum & Anatol, 1979; Gregson, 1990;
Locke, 1976; Schultz & Shultz, 1998). While there are many variables to
consider, this study will explore the relationship between communication and job
satisfaction. As Hunt and Ebeling (1983) concluded in their study on worker
satisfaction and productivity in a large health care industrial plant, a
communication intervention could increase job satisfaction. The current study will
explore the effects of a communication intervention on job satisfaction for public
health employees in a rural health department.
The subject of this study is a rural health department in Washington State.
KCHD serves a community of 30,000. This health department has undergone
significant changes in administration and structure in the two years prior to this
study.
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Organization
The structure of KCHD consists of an administrator, and four supervisors who
manage four environmental health employees, seven nursing staff employees,
one health promotion employee, and three support staff employees. All of the
members of the management team, the administrator and the four supervisors,
are college graduates. The administrator reports directly to the three county
commissioners. The Health Officer and Assistant Health Officer, who are not
members of the management team, report to the administrator. The
administrator of KCHD was employed beginning October of 1997. The current
administrator came to work after an absence of an administrator for a year. The
previous KCHD structure consisted of an administrator who was the Health
Officer, an offsite medical doctor from the University of Washington, a supervisor
of personal health, and a supervisor of environmental health. The supervisor for
personal health had worked at KCHD for 18 years and resigned in August of
1996. After her resignation an interim administrator was appointed to oversee
supervisors for personal health and environmental health, she later resigned. An
additional interim administrator was appointed and later replaced when the
current administrator was hired.
The previous administrator as well as the first interim administrator succeeded
in getting professional staff wages brought up to equivalent compensation for
similar jobs around the state. This was done in order to make KCHD positions
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more appealing and to decrease job turnover. In the two years following these
salary increases only one person resigned.
The current administrator has made significant changes in the structure of the
health department. Departing from the relatively flat structure that previous
administrators fostered, the current administrator organized the health
department in a hierarchical structure. He has appointed supervisors for various
divisions and programs, and organized other employees in a superiorsubordinate relationship with appointed supervisors.
Shortly after the current administrator began work at KCHD an outside
consultant implemented a strategic planning intervention. This intervention
focused on the creation of a new mission statement and the development of
specific goals that all KCHD employees were invested in achieving. Following
this intervention each employee was required to participate in a work-team that
created and implemented a plan for achieving one of the identified goals. Many
changes came about from the organization of these teams.
Overall, KCHD employees express a high satisfaction for their jobs. They are
a close group of staff members that have worked together for some time.
However, concern exists regarding the change in organization structure.
Employees associate the new hierarchical structure to changes in the way
employees communicate with each other.

CHAPTER II
Literature Review

History of Job Satisfaction
Job satisfaction became a widely researched field after the Hawthorne studies
were conducted (Saal & Knight, 1995). The Hawthorne studies, initially devised
to study the effects of various levels of illumination on worker productivity,
opened a new realm of questions for researchers. Elton Mayo's (1933) research
regarding the Hawthorne studies served to make management aware of workers'
attitudes and emotions, and the potential relationship they have on the work
environment. As research has progressed in this field of study many factors
have been found to be related to job satisfaction. Not only do job characteristics,
like pay, work hours, and physical work environment contribute to job
satisfaction, but also a workers' attitudes, emotions and perceptions (Locke,
1976; Saal & Knight, 1995).
Originally the premise, "a happy worker is a productive worker," motivated
researchers and management to consider the study of job satisfaction. The
specific variables of increased performance, decreased turnover, and decreased
absenteeism, have encompassed some of that field of study (Applbaum &
Anatol, 1979). However, the variables that influence job satisfaction are as
diverse as aspects of job satisfaction itself. Some variables that have been
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shown to influence job satisfaction are age, sex, intelligence, use of skills, and
job experience (Locke, 1969; Shultz & Shultz, 1998). The study of job
satisfaction considers both variables that impact job satisfaction, and the impact
of job satisfaction itself on the work environment and the worker.
For an organizational development practitioner, perhaps one of the most
important reasons to take an interest in job satisfaction is to consider the impact
it has on the worker. Locke (1969), in his analysis of the nature and causes of
job satisfaction, states, " ... the causes of job satisfaction are not in the job nor
solely in man but lie in the relationship between them" (p. 319). As Locke points
out, the job and the worker create a unique mix that impacts job satisfaction.
Job satisfaction is not just something that affects work life, but also a factor that
influences overall quality of life. In a review of job satisfaction studies, Dunae
Shultz and Sydney Ellen Shultz (1998) found that job satisfaction not only
impacts the worker in the work place, but also influences an individual's
satisfaction with other aspects of life. Both individual factors and job
environment factors work together to impact an individual's attitude toward
relationships, self, physical health, mental health, and length of life (Locke,
1976). Milbourn and Francis (1981 ), in their analysis of job satisfaction,
speculate that satisfaction with work influences life satisfaction more than life
satisfaction influence job satisfaction. Through the improvement of individual job
satisfaction, quality of life has the potential to be improved. The purpose for
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studying job satisfaction is diverse, including improving worker productivity to
improving an individual's quality of life. Job satisfaction is a complex subject that
can be an organizational issue and a personal issue.
Definitions of Job Satisfaction
It is difficult to take the complex issue of job satisfaction and create one
definition of its meaning. In fact, the definitions of job satisfaction are as varied
as the variables that influence job satisfaction. Locke (1969) defines job
satisfaction as a pleasurable or positive emotional response resulting from the
perception of one's job or job experiences. Job satisfaction has also been
defined as positive and negative feelings and attitudes held about one's job
(Shultz & Shultz, 1998). Milbourn and Francis (1981) refer to job satisfaction as
an overall feeling of satisfaction or satisfaction with the situation as a whole.
Although these definitions have aspects that are different, there is agreement
that job satisfaction is a measurement of an individual's evaluation and
perception of a job. However not all of the definitions agree on what is being
evaluated by the individual. What is being evaluated may be the job experience,
while other definitions suggests an appraisal of how well the job fits with the
expected values of the individual. The source of these discrepancies leads to
the discussion of different theories on job satisfaction.
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Theories of Job Satisfaction
Many theories explaining job satisfaction have been proposed over the last
forty years. One of the most widely debated theories of job satisfaction is the
Herzberg Motivator-Hygiene Theory (King, 1970). This theory is based on the
idea that there are two independent factors that influence job satisfaction and job
dissatisfaction (Herzberg, 1966). One set of conditions influence job satisfaction
and one set of entirely different conditions influence job dissatisfaction.
Conditions that influence job satisfaction are motivators; these would be factors
that deal with the work itself and what a person gets out of it (personal
achievement, self-esteem). Conditions that influence job dissatisfaction are
hygiene factors, the context or environment that the job exists in, including
factors like job safety, security, and health. The validity of this theory continues
to be debated. Herzberg's theory has been criticized as being based on too
small a sample, based solely on a sample of engineers and accountants (Saal &
Knight, 1998). In addition, Herzberg himself contradicts his own theory; five
different versions of the theory can be found in writing (King, 1970).
Maslow's Needs Hierarchy Theory is based on the premise that as we fulfill a
lower level need we move on to higher level needs (Maslow, 1943). Lower level
needs are physiological needs, or safety needs. Higher level needs are needs
that address an individual's desire to belong or esteem. As lower level needs
are met they cease to be motivators and needs moves to higher level. Other
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needs theories come from the basis that when tension of a need is met
satisfaction will result (Saal & Knight, 1998). Murray's Manifest Needs Theory
builds on Maslow's theory by taking needs one step further. This theory holds to
the premise that each individual has a different set of needs that are important
and that each person will be satisfied by meeting different needs (Murray, 1938).
Social learning theory is based on the premise that attitudes are determined
by the assessment of behaviors of other co-workers. Other attitudes are used as
a model of how a person should feel about their job (Salancik & Pfeffer, 1977).
Discrepancy theories address individual perceptions of needs, values, and
expectations as a reference to evaluate outcomes. Locke's values theory is an
example of a discrepancy theory. Locke (1969) suggests that people are
motivated by their need to fulfill their job values. He believes that values, not
expectancy, determine job satisfaction, and therefore the degrees of discrepancy
between perception and value and the importance of that value result in job
satisfaction. Boxx, Odom, and Dunn (1991 ), in their examination of the impact of
organizational values on an organization, found that job satisfaction was affected
when differences existed between the organization's value system and the
values sought by employees. Job satisfaction is more likely to occur when the
organization and the employee have the same values.
In relation to this study the discrepancy theories lend themselves most to the
organizational intervention at KCHD. Perhaps, it is the discrepancy between the
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values of the employees and the values of the new administrator that have
caused the low job satisfaction levels in some aspects of the work environment.
Measurements of Job Satisfaction
Job satisfaction is an attitude. A measurement of job satisfaction is a
measurement of attitude. While there are many measurements for job
satisfaction, an anonymous questionnaire is usually used.
One of the more commonly used job satisfaction measurements is the Job
Descriptive Index (JOI) (Smith, Kendall, & Hulin, 1987). The JOI focuses on five
facets of job satisfaction including work, supervision, co-workers, pay, and
promotion. The Minnesota Satisfaction Questionnaire (MSQ) measures
employee satisfaction and dissatisfaction (Weiss, Dawis, England, & Loquist,
1967). The MSQ is available in both a long and short form, the long form takes
about 30 minutes to complete and the short form ten minutes to complete. The
MSQ was used in this study because the format was easily understood and the
survey itself took only a few minutes to complete. Both the JOI and MSQ
measure attitude and both have high construct validity (Shultz & Shutltz, 1998;
Smith et al, 1987; Weiss et al., 1967)
Consequence of Job Satisfaction
Two of the most studied consequences of job satisfaction are performance
and withdrawal behavior. Performance includes productivity, attitude, and
behavior. Withdrawal behavior includes absenteeism, tardiness, and turnover.
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Numerous studies have been conducted on the relationship between job
satisfaction and productivity. The premise that researchers originally held was
that job satisfaction influenced productivity. In a meta-analysis by laffaldano and
Muchinsky (1985), it was concluded that job satisfaction and job performance
were only slightly related. However, conditions can exist within an organization
or an individual that can more closely align job satisfaction and performance.
Contingency of reward, degree of stimulation at work, organizational pressure,
organizational culture, and group norms, are all factors that could influence the
relationship between job satisfaction and performance (laffaldano & Muchinsky,
1985; Milbourn & Francis, 1981). Locke (1976) also confirms the weak
relationship between the two by cautioning that job satisfaction and productivity
should be viewed as separate outcomes of the employee-job interaction, and
only under special circumstances would a causal relationship between them be
expected.
Researchers have found a more positive relationship between job
dissatisfaction and withdrawal behavior. Numerous studies have found
employee job dissatisfaction to be related to tardiness, turnover, and
absenteeism (Applebaum & Anatol, 1979). As Milbourn and Francis (1981)
found in their analysis of job satisfaction, employee dissatisfaction can ultimately
be expressed through leaving the organization. Withdrawal behavior can be a
symptom of job dissatisfaction, but more understanding is needed to diagnose
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what is causing that dissatisfaction. Many different facets can contribute to job
dissatisfaction.
Job Satisfaction and Communication
One of the facets that can contribute to job satisfaction and dissatisfaction is
organizational communication. The relationship between job satisfaction is well
supported in research. Researchers Baird and DieBolt (1976) found job
satisfaction to be related to three variables; quality of relationship with company,
quality of relationship with supervisor, and frequency of relationship with
supervisor. Hunt and Ebeling (1983) found justification for the assumption that
organizational interventions emphasizing communication will increase job
satisfaction, but little justification showing a relationship between communication
and productivity. Gregson (1990), in an analysis of communication satisfaction
and job satisfaction, concluded a positive relationship between the two variables.
A study of academic organizations also found organizational communication and
job satisfaction to be significantly related (Applebaum & Anatol, 1979). In
addition, a communication intervention program that emphasizes feedback and
task-related information was related to increased levels of job satisfaction (Hunt
& Ebeling, 1983).
The superior-subordinate relationship is well documented in research as
having an impact on communication and job satisfaction. In a study of the
effects of job level on communication, researchers found communication from a
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superior is related to subordinate job satisfaction (Miles, Patrick, & King 1996).
The style of communication a manager uses, formal or informal, will impact job
satisfaction (Boxx et al., 1991; Hunt & Ebeling, 1983). However, there does
appear to be a discrepancy on what type of communication style to use. In an
examination of organizations within the public-sector it was found that managers
should not only be focused on improving communication, but improving
communication through the use of informal communication (Boxx et al., 1991 ).
On the other hand, Hunt & Ebeling (1983) concluded that a formal
communication program intending to increase communication with employees
can improve employee attitude, performance, and job satisfaction.
Organizational communication can be a method of defining role expectations
within an organization (Baird & DieBolt, 1976). If roles are defined by
communication, and job satisfaction is affected by the degree that an employee
and a superior hold congruent role perceptions, then communication within an
organization would have a significant impact on job satisfaction. For employees
who are deeply involved in their jobs and gain a sense of self-worth from their
jobs, quality of communication has a significant impact on perception of job
satisfaction (Orpen, 1997). Research also finds that supervisors have a higher
level of job satisfaction than hourly employees, and the relationship an employee
has with one's superior is a predictor of job satisfaction (Miles et al., 1996).
Research has shown the supervisor-subordinate relationship is an important
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factor in effective communication within an organization. And the quality of that
communication can impact job satisfaction.
Employees at KCHD have had a significant change in the structure of
their organization. New leadership has changed the once relatively flat
organization to a hierarchical structure (see Appendix A for organizational
charts). The shift in organizational structure has also shifted the system of
communication. In response to the new leadership this study will evaluate the
effects of a communication intervention on job satisfaction levels. It is
hypothesized that job satisfaction levels will increase as a result of an
organizational communication intervention.

CHAPTER Ill
Method
Overview
This study used a pre and postcomparison design of a communication
intervention on job satisfaction of employees in a rural public health department.
Employees were surveyed regarding their current level of job satisfaction with
their place of work and job duties. Employees completed the Minnesota
Satisfaction Questionnaire (MSQ) as well as qualitative questions, developed by
the researcher, regarding qualities of work.

From this initial survey it was found

that satisfaction relating to communication between management and staff was
low. An intervention was developed using information from the employee
surveys.
Employees attended a one-day workshop on communication. From this
workshop employees pinpointed concerns related to communication in the
department, brainstormed ways to solve these communication concerns, and
developed a system for implementing communication solutions.
A follow-up survey was given four months after the communication workshop
to access the effects of the intervention on job satisfaction.
Participants
KCHD is comprised of two divisions, Personal Health and Environmental
Health. Both personal health and environmental health employees participated
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in the completion of the surveys. Nineteen staff members, three males and 16
females completed the Minnesota Satisfaction Questionnaire. At the time of the
initial survey the current administrator had been employed at KCHD for five
months. All employees were given a survey to complete and all employees
returned the surveys. There are a total of 20 staff members, and 18.54 Full Time
Equivalents (FTE). The staff is comprised of three men and 17 women, 18
Caucasian, and two Hispanic. Ages of employees are as follows: three
employees are between 20-29 years, eight employees are 30-39 years, six
employees are between 40-49 years, and three employees are 50 years or over
(Table 1).
At the time of the survey the length of time employees had worked for KCHD
ranged from three months to 13 years. The breakdown of length of employment
for each employee is as follows: Four employees had worked one year or less,
nine employees had worked two to four years, three employees had worked five
years or more, and four employees had worked ten or more years (Table 2).
The education level of employees breaks down as follows: three were high
school graduates, three had some college education, eleven had bachelor's
degrees, and three have beyond a bachelor's degree (Table 3).
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Table 1
Employee Ages
20-29

30-39

40-49

50 and older

3

8

6

3

Table 2
Employee Length of Employment
1 year or less

2-4 years

5 years or more

10 years or more

4

9

3

4

High school
graduate

Some college

Bachelors

4+ years of
college

3

3

11

3

Table 3
Employee Education Level

The personal health division offers maternal/child health promotion programs
as well as prevention and education programs regarding other diseases and
behaviors. Maternal/child health promotion programs include women infant and
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children (WIG), and First Steps. HIV/AIDS prevention programs and casemanagement, as well as HIV testing is provided. Other programs include
tobacco prevention programs, health education, woman's health screening
project, immunization program, communicable disease reporting, vital records
management, daycare providers education program, TB management, and
ongoing community health assessment.
The environmental health division consists of restaurant inspection, food
handlers education, sewage management, waste water management,
playground safety, pool inspection, and vector control.
Funding for KCHD programs and services are generated through State,
Federal, and local funds, and fees for service.
Materials/Measures
The initial survey was the short-form MSQ and as well as two qualitative
questions, developed by the researcher, regarding qualities of work. The survey
was given to measure levels of job satisfaction and dissatisfaction within the
organization (see Appendix B for survey example). The short-form MSQ was
composed of 20 items, consisting of three scales: intrinsic satisfaction, extrinsic
satisfaction, and general satisfaction (Weiss et al., 1967). MSQ items were
based on a five point Likert scale. The MSQ scores can range from 100
maximum to 20 minimum. The postintervention survey was the MSQ with no
qualitative question included.
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Short-form MSQ Item numbers 1, 2, 3, 4, 7, 8, 9, 10, 11, 15, 16, and 20
represented intrinsic satisfaction. Item numbers 5, 6, 12, 13, 14, and 19
represented extrinsic satisfaction. General satisfaction was represented by all
20 MSQ items. The reliability coefficient for Intrinsic Satisfaction is .84 to .91, for
Extrinsic Satisfaction is .77 to .82, and General Satisfaction is .87 to .92 (Weiss
et al., 1967)
Procedures
Preintervention
1.

The survey was presented to the administrator for review along with an

explanation of the intent to design an intervention around survey results. The
administrator agreed to the following conditions: the survey would be
anonymous, and distributed to each employee.
2.

Prior to distributing the surveys, an explanation was given to employees at

a staff meeting. Employees were told about the survey and its purpose.
Following the staff meeting 19 surveys along with instructions were placed in
each employee mailbox. Employees were given a week to complete the survey
and return forms to the researcher's mailbox anonymously.
3.

All employees were sent e-mails halfway through the week as a reminder

to return surveys. All 19 of the surveys were returned (see Appendix C, for
qualitative survey results). Employees were sent an e-mail thanking them for
their participation.
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4.

The survey data were compiled and evaluated. The three lowest scores

were found on the following questions: "The way company policies are put into
practices;" "My pay and the amount of work I do;" "The chance for advancement
on the job." Being a small health department the chance for advancement is
limited, so an intervention on job advancement was ruled out. The aspect of pay
and job roles had previously been approached, so this topic was not addressed
in an intervention. The final choice for an intervention was narrowed down to
addressing how policies are put into practice. It was decided that a
communication intervention would be the most applicable intervention for this
study.
Intervention
1.

The organization contracted with outside consultants to design and

implement a communication intervention. The intervention was to consist of a
half-day workshop. The consultants met with the researcher and were briefed on
the organization and its recent history. Potential dates for the intervention were
discussed.
2.

Following the meeting with the consultants, the researcher discussed with

the administrator the workshop and dates. The administrator agreed to make it a
mandatory workshop and to close the office for a half day. At the following staff
meeting employees were told of the workshop and discussed the best possible
date for the intervention. Following the meeting a date for the intervention was
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confirmed with the consultants and an e-mail confirmation was sent out to all
employees.
3.

The workshop was a half-day with lunch included. All employees,

including the administrator, attended the workshop. The workshop consisted of
reviewing the vision and mission, and then listing values for the job and work
place. Within this list of values, values for healthy communication were also
reviewed. Employees were asked to generate a list of areas where
communication could be improved.
4.

Following the workshop, a list was posted in the front offices and e-mailed

to each employee summarizing the areas of improvement for communication and
the employees who signed up for each area. Some of the improvement areas
were individual improvements, while other improvements interested more than
one employee. Employees were asked to form work teams and generate
solutions to the improvement areas (see Appendix D, for work team list).
5.

Work teams reported at the staff meetings what had been worked on and

proposed ideas for improvement. Once a team completed their improvement
task, they either moved on to another task or finished their involvement. A
suggestion box was implemented that would serve as an on-going way for staff
to contribute to the process of improvement. Also, staff meetings were changed
altering the schedule and format of the meetings. Co-facilitators who sign up
voluntarily facilitate the monthly staff meetings. A sign-up sheet for staff meeting
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agenda items was placed in the front offices of both environmental health and
personal health. Small teams remained active for as long as four months after
the workshop.
Postintervention
1.

Nineteen MSQs along with instructions were placed in each employee

mailbox with a tootsie pop attached. Employees were given a week to complete
the survey and return forms to the researchers mailbox anonymously.
2.

All employees were sent e-mails at the end of the week as a reminder to

return surveys. All 19 of the surveys were returned. And each employee was
sent an e-mail thanking them for their participation.
3.

Small teams were no longer meeting at the time of the post MSQ.

However, changes in staff meeting format, employee suggestion box, and other
changes had been implemented.
4.

The survey data were compiled and evaluated. Job satisfaction results

were shared with the administrator.

CHAPTER IV
Results
Overview
The purpose of this study was to determine the effects of an
organizational communication intervention on job satisfaction levels. Nineteen
employees of KCHD participated in this study; the author of this study was
excluded. The initial MSQ was administered March 13, 1999, the intervention
date was November 12, 1999, and the post MSQ was administered March 5,
1999.
MSQ scores from the present study are consistent with established
norms. Table 4 presents MSQ mean scores for intrinsic, extrinsic, and general
satisfaction norms and KCHD mean scores. MSQ norms are defined by the
Manual for the Minnesota Satisfaction Questionnaire, (Weiss et al., 1967).
Overall, KCHD employees were moderately satisfied with extrinsic, intrinsic, and
general items. The three MSQ scales: Intrinsic Satisfaction, Extrinsic
Satisfaction, and General Satisfaction all decreased in pre to posttest values.
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Table 4
MSQ Mean Scores for Intrinsic, Extrinsic, and General Satisfaction Norms and
KCHD Mean Scores
Intrinsic

Extrinsic

General

Pretest KCHD Employees

51.2(5.6)

20.3(4.8)

79.4(10.8)

Posttest KCHD Employees

49.5(4.9)

19.8(4.2)

76.7(9.1)

Electrical Assemblers

42.3(7.8)

18.1 (4.8)

67.5(12.3)

Assemblers

44.5(7.2)

17.9(5.0)

69.8(11.4)

Office Clerks

47.3(7.7)

19.4(47.3)

74.5(12.4)

Machinists

48.3(6.8)

19.7(5.0)

75.7(11.5)

Engineers

48.5(7.5)

21.3(4.4)

77.9(11.9)

Janitors and Maintenancemen

49.0(6.9)

21.0(4.9)

78.0(11.5)

Salesmen

50.2(7.6)

21.4(4.7)

79.8(11.8)

Note. Values enclosed in parentheses represent standard deviation.

Hypothesis Test
The hypothesis of this study was that job satisfaction would increase as a
result of an organizational communication intervention. The results of the study
do not support this hypothesis. Table 5 presents results of an independent t-test
analysis for overall pre and post MSQ scores.
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Table 5
Independent t-test Analysis for Overall Pre and Post MSQ Scores
Pre

Post

t-test

Q

General

79.4(10.8)

76.7(9.1)

.81

.42

Intrinsic

51.2(5.6)

49.5(4.9)

.99

.33

Extrinsic

20.3(4.8)

19.8(4.2)

.36

.72

Note. Values enclosed in parentheses represent standard deviation.

Overall, pre to posttest MSQ scores decreased. Table 6 presents mean
scores and ! values for all individual MSQ items. While 15 of the 20 items went
down, no significant difference was found on any of the items. The items that
prompted the organizational communication intervention were 12, 18, and 19.
Pre to posttest values for items 18 and 19 decreased and item 12 increased.
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Table 6
Mean Scores and t Values for All Individual MSQ Items
Pre

Post

!-test

1. Being able to keep busy all the time.

4.47

4.00

1.83

2. The chance to work alone on the job

4.52

4.21

1.69

3. The chance to do different things from time to time.

4.37

3.95

1.68

4. The chance to be "somebody" in the community.

4.16

4.16

0.00

5. The way my boss handles his/her employees

3.53

3.21

0.92

6. The competence of my supervisor in making
decisions.

3.74

3.53

0.63

7. Being able to do things that don't go against my
conscience.

4.37

4.32

0.30

8. The way my job provides for steady employment.

4.26

4.63

-1.52

9. The chance to do things for other people.

4.47

4.37

0.58

10. The chance to tell people what to do.

3.58

3.73

-0.62

11. The chance to do something that makes use of
my abilities.

4.21

3.95

0.78

12. The way company policies are put into practice.

3.21

3.63

-0.67

13. My pay and the amount of work I do.

3.21

3.21

0.00

14. The chance for advancement on the job.

3.11

2.95

0.46

15. The freedom to use my own judgement.

4.47

4.26

0.86

16. The chance to try my own methods of doing the
job.

4.42

4.11

1.54

17. The working conditions.

4.00

3.79

0.66

18. The way my co-workers get along with each
other.

3.84

3.63

0.62

19. The praise I get for doing a good job.

3.53

3.47

0.14

20. The feeling of accomplishment I get from the job.

3.89

3.84

0.17

CHAPTERV
Discussion
Conclusions
The present study examined the effects of an organizational
communication intervention on job satisfaction in a public health department.
The organization had undergone significant changes in administration and
organizational structure prior to the study. Pretest results on the Minnesota
Satisfaction Questionnaire (MSQ) indicated employee job satisfaction levels
were moderately positive, but were low in certain areas, including organizational
communication. The intervention was designed to enhance employee
communication between co-workers and with management. The intervention
consisted of a half-day workshop that resulted in the formation of small teams to
work on projects in priority areas. The small teams continued to meet after the
workshop, with some groups remaining active for as long as four months after
the workshop. Teams addressed many issues surrounding organizational
communication, including reorganizing the staff meeting format, developing
suggestion boxes for staff and clients, evaluating current forms of communication
and determining their best use (i.e. e-mail, inter-office memos).
It was hypothesized that job satisfaction levels would increase as a result
of the organizational communication intervention. The hypothesis was not
supported as no significant differences between pre and posttest job
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satisfaction levels were found. Overall, posttest scores were slightly lower, but
no significant pre-post differences were found on any of the 20 MSQ items.
MSQ pre and posttest mean scores for the three scales, Intrinsic
Satisfaction, Extrinsic Satisfaction, and General Satisfaction were not statistically
significant. Therefore, rather than focusing on the three MSQ scales, individual
MSQ items and factors will be discussed.
The fact that KCHD employees have moderately high overall job
satisfaction levels begs the question as to why communication satisfaction is
lower than other areas measured by the MSQ. Perhaps communication may be
inherently lower in the setting that this study examined. The workplace under
study consists of few employees with very diverse jobs. Many employees have
jobs that consist of running programs that are entirely their own, with no shared
responsibility with other employees. Employees may have little need to
communicate with co-workers on a regular basis. It is possible, if organizational
communication is not a great need for KCHD employees, that there are other
factors that lead to employee satisfaction. Other factors may be job diversity and
autonomy; both were relatively high. Table 7 presents the pre and posttest MSQ
scores that relate to job diversity and autonomy.
It is possible that the intervention as a whole was based on the wrong
organizational factor. Perhaps the administrator should have been the
intervention. Evidence for this is found in the decrease in satisfaction scores in
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areas related to job diversity and anonymity. These facets of the job may be
effected by the administrator's leadership style.
MSQ results appear to be consistent with Discrepancy Theory, which is
based on an individual's perception of needs, values, and expectations as a
reference to evaluate organizational outcomes. According to this theory, when a
person's values coincide with an organization's values, job satisfaction is the
outcome. Boxx et al. (1991 ), in a study on the impact of organizational values
and value congruency on job satisfaction, commitment, and cohesion, found that
by fostering a work environment that focused on matching the organizational
values to the values of the employees, organization effectiveness was improved.

Table 7
Pre and Posttest MSQ Scores that Relate to Job Diversity and Autonomy
Pre

Post

t-test

The chance to work alone on the job.

4.52

4.21

1.69

The chance to do different things from time
to time.

4.37

3.95

1.68

The freedom to use my own judgement.

4.47

4.26

0.86

The chance to try my own methods of
doing the job.

4.42

4.11

1.54
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It is possible that in this study employee values and the organizational
values fit. Although employees may value communication, there are other
values that employees may place higher than communication, such as the value
to help other people and the value of job autonomy. The mission of public health
is to protect and promote health, prevent disease and injury, and assure that
services to meet these needs are assessable. The mission of KCHD, "to protect
and promote the health and environment of the people of Kittitas County,"
reflects the focus of the greater public health mission. Overall, the mission for
both KCHD and public health is to help people and communities. High employee
scores on MSQ items 4 and 9 reflect employee satisfaction with their ability to
impact their community and people they work with and serve within their job.
Conversations with employees suggest that employees are motivated by the kind
of work that allows them to better their community.
Another employee value that is apparently consistent with KCHD
organizational values is job autonomy, as reflected in items 2, 15, and 16. Job
autonomy satisfaction was found to be relatively high in regards to an
employee's ability to use his or her own judgement, try his or her own methods of
doing the job, and the chance to work alone. Thus overall job satisfaction may
be moderately high because, as predicted by Discrepancy Theory, many
employee values are consistent with values of the organization.
The Situational Theory of job satisfaction may also explain the results of
the study. Employees may be dissatisfied with one facet, yet report overall
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satisfaction; or employees may be dissatisfied with all but one facet, yet report
overall satisfaction (Quarstein et al., 1992). While satisfaction with
communication may be relatively low, satisfaction with other facets of the job
may be high. Employee jobs at the KCHD have many positive aspects in
relation to benefits and compensation. The pay is above average for a rural area
and benefits include vacation, retirement, sick leave, and health care coverage.
In addition, a five-year program for professional wage increases was
implemented two years prior to the beginning of this study. Most employees also
get the benefit of flexible hours, training, and continuing education. Other factors
of the job employees appear to be satisfied with are job security, rewarding work,
and the chance to impact the community they live in (items 8, 4, 9, 20).
As mentioned earlier, KCHD employees are well educated and have
independent job duties, which may be a facet of what employees seek, and
therefore report overall satisfaction. Items 2, 15, and 16 suggest that employees
are satisfied with the level of autonomy their jobs provide them; satisfaction
scores are high for working alone, using own judgement, and trying own
methods of doing the job. Consistent with Situational Theory of job satisfaction,
although there are aspects of the job where satisfaction may be low, such as the
opportunities for job advancement and communication, there are also many
factors that employees are happy with, thus resulting in a relatively high
satisfaction level for employees.
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It is possible that the results of the study can be attributed to the
prediction made by Herzberg's Two-Factor Theory. According to Herzberg,
conditions that influence job satisfaction are motivators, dealing with the work
itself and what a person gets out of it. Conditions that influence job
dissatisfaction are hygiene factors, defined as the context or environment that
the job exists in. The fact that the communication intervention did not increase
job satisfaction may indicate that communication is a hygiene factor rather than a
motivator. Since the administrator was relatively new at the time of the initial job
satisfaction questionnaire, perhaps job satisfaction did not accurately reflect
organizational communication because new communication patterns were not
yet clearly defined. Despite the new leadership style, the communication
intervention may have been implemented at the right time to maintain the
hygiene factor, thereby preventing dissatisfaction.
Another point that may contribute to the slight trend in lower satisfaction
levels may be the experience of the employees. Many of the employees have
been working in the same jobs for many years. Being a small public health
department there is not much room for advancement. Item 16, "the chance for
advancement on the job," (Weiss et al., 1967) was the lowest score in both pre
and posttest MSQ scores. Employees may be feeling tapped out; perhaps they
have gone as far as they can in their jobs and have nowhere to move within the
organization. Responses to item 3, "the chance to do different things from time
to time," represented one of the largest drop in pre and posttest scores.
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Employees may be feeling bored or restless in their current jobs, especially when
considering advancement opportunities and the chance to develop and use new
skills.
In summary, Discrepancy Theory, Situational Theory, and Herzberg TwoFactor Theory all attempt to explain either reasons for job satisfaction or job
dissatisfaction. Job satisfaction is a complex issue as illustrated in the intricate
set of factors that influence this one organization. Aspects as basic as helping
others, job autonomy, job security, and compensation seem to be contributors to
overall job satisfaction levels. What to do with this information to maintain
relatively high satisfaction levels is the next issue that needs to be addressed.
Client Recommendations
Within KCHD there are factors contributing to job satisfaction as well as
factors contributing to a slight downward trend in job satisfaction. The overall
recommendation is to build on the positives and decrease the negatives.
However, there are more factors within the organization that need to be
understood before action can be taken.
The new leadership style does not appear to be a good fit with the
organization. Although MSQ scores did not show a significant decrease in job
satisfaction levels, 15 of the 20 responses were lower at the posttest. This
downward trend is also evident in other data such as rising employee
absenteeism and depleting sick leave hours for many employees. Tardiness has
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increased. In addition, job applications have also been found coming across the
facsimile machine to KCHD employees.
The imposing structure of the new administration has created concerns
among employees. Many employees feel they are interrupted too often, that
their opinion is not considered and sometimes not sought, and they are too busy.
All of these concerns are represented in the following MSQ scores: "the chance
to work alone on the job," "the chance to do different things from time to time,"
"being able to keep busy all the time," "the freedom to use own judgement," and
"the chance to try your own method of doing the job." (Weiss et al., 1967) These
were five MSQ items with the largest drop in satisfaction levels.
In interviewing and talking with employees both strengths and
weaknesses of the current administrator were discussed. Overall, employees
report the administrator has been able to implement and structure much needed
policies and procedures, effectively work with the local board of health and
county commissioners, and establish organizational structure. Although these
aspects of administration are crucial, employees do not readily associate these
aspects with employee job satisfaction. However the only three MSQ measures
that increased in posttest surveys were, "the way my job provides steady
employment," the chance to tell people what to do," and "the way company
policies are put into place" (Weiss et al., 1997). The increased level of
satisfaction with all of these aspects can be associated with the current
administrator's leadership style.
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Concerns with the administrator include employee opinion that he does
not have enough to do, he does not listen, and makes poor use of work time.
These conclusions are based on anecdotal data from employee observations,
such as his frequent interruptions of staff, his use of work time for personal
business, and his poor listening skills. Employees have been heard on more
than one occasion stating that meetings with him are useless, because although
he invites staff input, he ultimately does not listen to alternatives that employees
offer. Taking into consideration that many of these employees have extensive
experience and education in their fields and current jobs, these concerns
regarding the administrator are critical issues that impact overall employee job
satisfaction.
However, despite dissatisfaction with administration, employees remain
loyal to clients and organization. As mentioned earlier, many of these
employees work in public health because they value improving their community
and helping people. For most employees contact with clients is much more
frequent than contact with co-workers and administration.
Assuming that the leadership style of the administrator is not going to
change, an emphasis should be placed on factors that appear to sustain job
satisfaction. Extrinsic benefits of the job, such as helping people, job autonomy,
and job security, should be emphasized through the recognition of employee
contributions as demonstrated in annual employee goal development and
performance reviews. Continued encouragement, on behalf of administration
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and co-workers, should be given to developing an environment where
employees can use staff meetings as a time to share accomplishments of goals,
and challenges. Co-workers are a valuable asset for support and recognition;
networks between employees should be strengthened through the use of team
building activities.
Increased emphasis should also be placed on continuing education and
training opportunities available to public health employees, in an effort to
promote new skills, opportunities, and personal development. In addition, the
administrator and management team should consider accessing skill
development in regards to interpersonal skills when dealing with employees, as
well as skill development in team building. The administrator should also focus
on developing relationships with employees based on an understanding of
employee accomplishments, experience, and job duties. By continuing to foster
job autonomy, job security, and community contribution, as well as developing
managerial skills job satisfaction may be sustained and perhaps increased.
Limitations
The limitations of this study include the size of sample, the tool used for
data collection, and the timing of the administration of the questionnaire and
intervention.
The organization in this study was small, consisting of 20 employees.
This resulted in a small sample size for MSQ data collection. In addition, all
MSQs were completed anonymously to ensure anonymity of employees, as a
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result of this pre and posttest data could not be directly compared to a specific
employee. The direct comparison of scores may have provided additional insight
into factors contributing to job satisfaction or dissatisfaction in certain areas.
Also, it is possible that the small sample size made it less likely to detect
significant differences in pre and posttest scores. Perhaps with a larger group
the same differences detected in this study may have been statistically
significant. Further more, the small size of the organization may have made it
difficult for employees to feel secure about anonymity of MSQ results.
The use of the short form MSQ may not have been the appropriate tool.
The short form significantly limits depth of factors that are assessed. The use of
the long form MSQ, comprising 100 items, or a job satisfaction tool that is facet
based may have been more appropriate. Perhaps even the use of interviews or
focus groups may have been more beneficial and revealed a greater depth of
information.
Another point to consider is that perhaps job satisfaction was not the
appropriate issue to be evaluating. Considering the changes in organizational
structure and new leadership, perhaps a leadership measure would have been
more appropriate.
The timing of the pretest MSQ and the intervention should also be
considered. The new administrator had been in the job for three months at the
time of the initial MSQ. The fact that the administrator had only been with the
organization for a short time could mean that MSQ scores did not reflect the
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satisfaction levels with the current administration. Perhaps the three month time
period was not long enough for new communication patterns to be established.
In addition, job satisfaction questionnaires were completed eight months
prior to the intervention. No questionnaire was given immediately before the
intervention. Perhaps the pretest MSQ should have been administered more
closely to the time of the intervention in order to more accurately show the
effects of the intervention.
Finally, time of the actual organizational communication intervention was
relatively short. A half day workshop with four month small team follow-up was
done. The small team projects perhaps should have been more involved and
sustained longer.
Future Research
Future research should include measurement of job satisfaction through
the use of focus groups and interviews, as well as facet-based measures.
Research should also include the use of more than one measure, for example
measuring job satisfaction along with a tool measuring leadership.
Continued research on effective communication interventions, especially
for small organizations with diverse job duties, is warranted.
Summary
In summary, the purpose of this study was to determine the effects of a
communication intervention on job satisfaction. Although, the intervention was
determined to have no significant effect on job satisfaction levels, this study was
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successful in defining both positive and negative aspects of work life at KCHD.
Employees at KCHD are dedicated to their jobs and community, and represent a
tremendous amount of skills and knowledge in working in public health. With apt
leadership this organization has the potential to be a meaningful and rewarding
place of work for all KCHD employees.
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APPENDICES

Appendix A
Organization Chart of Kittitas County Health Department
(organizational structure prior to current administrator)
State Board of Health
Kittitas County ~oard of Health

Administrator (Health Offi4r & Assistant Health Officer)
Support Services
1.0 fte Clerk Ill
1.0 fte Clerk II
.6 fte Clerk I
.75 fte Office Mang

Community Services
.8 fte Org. & Outreach Spec.
1.0 fte Health Educator

Nursing Services

Accounting
Environmental Health
1.0 fte Accountant

1.0 fie PHN III Su2ervisor
Clinic

Maternal Child Health

1.0 fte PHN II
1.0 fte PHN II

.5 fte psycho/social worker
1.0 tle PHN II
.8 fte PHN II

WIC

1.0 fte EH Direcl
1.0 EH Spec II
1.0 fte
l.0EH

Spec II

43

1.0 fte Nutritionist
1.0 fte Clerk/Cert,
.8 fte Clerk/Cert.

1.0 EH Spec II
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Organization Chart of Kittitas County Health Department
(Current Structure)
State Board of Health
Kittitas County ~oard of Health
. I.
A dm1mstrator

I

Health Officer
Assistant Hrlth Officer
Support Services
1.0 fte Admin. Asst.
Supervisor

Community Services
Nursing Services
.8 fte Org. & Outreach Spec. Supervisor

Environmental Health

1.0 fte Health Educator
1.0 fte Clerk II
.6 fte Clerk I
.75 ftc Office Mang
1.0 fte Accountant

1.0 fte EH Direcl
1.0 EH Spec II
-"'C=lin=i=c_ _ _ _---'M=at:.::.ern=al=-C"'-'h~i""ldc..aH..cce"'a=lth'-'--_ _ _ _ _ _--'-W.:..:l""C'---_..:..1;..;c•0-=f=te
1.0 EH
1.0 fte PHN III Supervisor

Spec II
1.0 fte PHN II
1.0 fte PHN II

.5 fte psycho/social worker
1.0 fte PHN II
.8 fte PHN II

1.0 fte Nutritionist
1.0 fte Clerk/Cert,
.8 fte Clerk/Cert.

1.0 EH Spec II
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Appendix B

Minnesota Satisfaction Questionnaire
Ask Yourself: How satisfied am I with this aspect ofmy job?
VS
S
N
DS
VDS

= I am very satisfied with this aspect of my job.
= I am satisfied with this aspect of my job.
= I can't decide whether I am satisfied or not with this aspect of my job.
= I am dissatisfied with this aspect ofmy job.
= I am very dissatisfied with this aspect of my job.

On my present job, this is how I FEEL about:
1. Being able to keep busy all the time.
2. The chance to work alone on the job
3. The chance to do different things from time to time.
4. The chance to be "somebody" in the community.
5. The way my boss handles his/her employees
6. The competence of my supervisor in making decisions.
7. Being able to do things that don't go against my conscience.
8. The way my job provides for steady employment.
9. The chance to do things for other people.
10. The chance to tell people what to do.
11. The chance to do something that makes use of my abilities.
12. The way company policies are put into practice.
13. My pay and the amount of work I do.
14. The chance for advancement on the job.
15. The freedom to use my own judgement.
16. The chance to try my own methods of doing the job.
17. The working conditions.
18. The way my co-workers get along with each other.
19. The praise I get for doing a good job.
20. The feeling of accomplishment I get from the job.
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What do you see as a strength of this organization?

What do you see as an issue or improvement needed with this organization?
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Appendix C

Qualitative Preintervention Responses:
What do you see as a strength of this organization?
• Interesting work; caring co-workers who are committed to their work
• Mostly the people I work with here and out of the job. Also the importance of
what we do for the public and in the community.
• People are committed to the work they do- and work well together.
• The long time employees- they have an understanding of the "system" the
county uses. Low-key atmosphere. Connections with community players.
Our awesome accountant!
• The department seems very geared towards public service.
• Willingness of staff to learn and the funds for staff to attend educational
classes/ conferences. Desire to serve and protect the public/ environment.
We are given the tools/ equipment to do our jobs effectively. Leadership to
help direct us/ challenge us to be the best.
• People
• The way the team pulls together, the caring/compassionate co-workers, the
satisfaction of helping needy people in the community.
• Ability of workers to get along. All working together toward common goals.
What do you see as an issue or improvement needed with this organization?
• Communication/ people voicing concerns openly instead of griping privately.
• There is a serious imbalance of work loads/ jobs. There is serious dishonesty
in the leadership of Environmental Health. There is serious discrimination.
Maturity and honesty and supervisory training are badly needed.
• Increased salary for increased staff retention.
• To get everyone on the "same page" with computers, e-mail, etc.
• More openness and honesty between individuals.
• Some leadership that is happy to just get by. Personality conflicts
(unfortunately this happens in every place of business) and how to deal with it
when it gets out of hand.
• Just some fine tuning.
• Communication from management to staff. Supervisor could be more
involved with discussions with various teams per policies/ procedures
following team members via appointments to check up on what I actually do
and offer constructive criticism.
• Communication
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Appendix D
ACTION LIST FOR IMPROVING COMMUNICATION
November 12, 1998

•
•

Sensitivity- all day
Personal Positive List (within 3 months)

Elisabeth

•
•
•
•

Bring up what is working and what is not working by next staff meeting
Set reevaluation dates after getting staff input
Change staff meetings (set time to meet with others committed to change)
Suggestion Box (meet with Jane by 11 /19 to brainstorm ideas)

Ann

•
•
•
•
•

Change staff meetings (schedule a meeting in two weeks with Pam, Sam,
Kay, Elisabeth, and Gary)
Decision process for group buy in (meet with Joelynn, Shelley, Holly, and
Claudia by two weeks)
Bring to next staff meeting the sign-up sheet
Speak up at meetings- next meeting
Training on Meeting Facilitation (get input from staff by mid December)

Joelynn
•
•
•

•
•

Bring to Management staff meetings and staff meeting "who needs to be at
this table for this decision?"
Distribute personal positive list by Thanksgiving, and collate and return by
12/15
Establish new venue to communicate issues by Thanksgiving

Sensitivity, by 12/99
Change staff meeting, program meetings, and establish meeting schedule
(3/99)
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•

Staff meetings- take sign-up sheet and make agenda from it, have e-mail sign
up sheet, have all add to sheet for agenda (by the end of November)

•
•

Meeting minutes plan (by next meeting)
Ideas for reconfiguring staff meetings (by next meeting)

Debbie

• Separate program meetings
• Encourage management involvement in team meetings monthly
• Willingness to try (today)
• Realistic expectations (today)
Marilyn
•
•

Post agenda sign up sheet (11/12)
Move sign-up sheet to front office (11/13)

•

Establish venues to communicate issues (meet with Joelynn by
Thanksgiving)
Suggestion Box- meet with Elisabeth to discuss implementation by end of
next week

•

Shelley

Group decisions that affect all (meet with others concerned by end of November

